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摘  要 
I 
摘  要 
本文作者作为 G 公司精装修工程项目的负责人，旨在通过该动漫展厅的装修所
积累的经验进行总结，通过理论及实际的案例相结合的方法，在资源有限的情况下，
运用科学的观点、相关理论和有效方法，对项目的各个阶段重点进行分析、调整和
组织管理，在整个项目的实施过程中，取其精华，全面分析各种影响因素，探索问
题解决的方法，总结该项目在管理过程中所出现的问题，结合自身的情况对项目提
出了一些建议，希望对动漫企业展厅的装修有借鉴意义。 
本文主要的研究内容包括以下几点： 
    首先介绍目前精装修工程总承包的管理模式，同时对比各模式的利和弊，总结
适合我国国情的动漫展厅的项目管理模式。 
    其次以 G 公司动漫展厅精装修工程为实例，分析该项目实际管理的难点，同时
分析总承包的管理模式对 G公司动漫展厅精装修工程所带来的好处。 
    最后详细分析施工相关的管理工作，包括施工设计及招标阶段，施工过程中的
质量控制、成本控制及进度控制，对各阶段的重点、难点及影响因素等进行分析，
同时评估解决办法和实施效果，总承包管理模式对动漫展厅精装修工程所起的作用
和影响进行了总结。  
在本文的最后，结合 G 公司动漫展厅精装修工程的实际情况，根据该项目在实
践中出现的问题进行总结，同时结合自己学到的知识对项目管理的总承包管理模式
提出了建议。 
 
关键字：项目管理；精装修；总承包模式 
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Abstract 
The author, who is in charge of the refined decoration engineering project in G 
company. She summarized the experience which is accumulated through the decoration of 
the animation hall. Under the constraint of limit resources, She used scientific ideals,  
relevant theories and effective methods through the combination of theory and practical 
cases to analysis, optimize and manage all stages of the project. In the course of project 
implementation, take its essence, adjustment comprehensively various factors to explore 
solutions to solve the problems. It summarized the problems appeared in the process of 
project management, and combine their own situations to make some suggestions.  Hope 
it has the reference significance for the decoration of animation business exhibition hall.  
The main research content includes the following several points: 
First,To introduce the current General Contract Management Mode of refined  
decoration project, and compare the advantage and disadvantage for each mode. It 
summarized the project management mode of animation exhibition hall for the state for 
our country. 
Secondly,Taking the refined decoration engineering project for G corporation  
animation hall as an example, to analysis the difficulty for the actual management of this 
project, and analysis its advantages which take from the General Contract Management 
Mode for the refined decoration engineering for G corporation animation exhibition hall. 
The last one,Detailed analysis of construction management work, It includes  
construction design and bidding stage , the quality control, cost control and process 
control during the construction. It also analysis the emphasis, difficulty and influencing 
factors and so on at each stage. Meanwhile, it assessed the solutions and implementation 
effect, summarized its role and impact of the General Contract Management Mode for 
refined decoration engineering on animation exhibition hall. 
At the end, it combined the actual condition for the refined decoration engineering of 
G corporation animation exhibition hall to summarize the problems which appeared under 
the project managing period, and make suggestions for general contract management 
mode of project management. 
 
Keywords: project management; refined decoration ; General Contract Mode 
厦
门
大
学
博
硕
士
论
文
摘
要
库
G 公司动漫展厅精装修工程项目管理研究 
IV 
厦
门
大
学
博
硕
士
论
文
摘
要
库
目  录 
V 
目  录  
第一章  绪论 .................................................................................................. 1 
第一节  项目管理的概念 ........................................................................................... 1 
第二节  建筑工程项目管理的概念、特征和关键任务 ........................................... 1 
第三节  建筑工程项目管理的背景和发展历程 ....................................................... 3 
一、建设工程项目管理的海外背景 .................................................................... 3 
二、建筑工程项目管理的国内背景 .................................................................... 3 
三、建筑工程项目管理发展的历程 .................................................................... 4 
第四节  精装修的概念及背景 ................................................................................... 4 
第五节  精装修项目总承包管理模式及对比 ........................................................... 5 
一、海外项目总承包管理模式 ............................................................................ 5 
二、国内精装修项目常见模式 ............................................................................ 7 
第六节  选题的背景和意义 ....................................................................................... 8 
一、选题的背景 .................................................................................................... 8 
二、选题的意义 .................................................................................................... 8 
第七节  论文主要的研究观点及结构 ....................................................................... 8 
第二章  G 公司动漫展厅精装修工程项目介绍和难点分析 .................... 10 
第一节  项目概况 ..................................................................................................... 10 
一、G 公司简介 .................................................................................................. 10 
二、项目主要情况介绍 ...................................................................................... 10 
三、工程主要情况介绍 .......................................................................................11 
四、各专业工程情况介绍 .................................................................................. 12 
五、项目的主要特点分析 .................................................................................. 12 
六、项目的关键经济指标 .................................................................................. 13 
第二节  总承包单位的工作职责 ............................................................................. 13 
第三节  本项目的组织架构 ..................................................................................... 14 
第四节  本项目管理的重点和难点 ......................................................................... 14 
厦
门
大
学
博
硕
士
论
文
摘
要
库
G 公司动漫展厅精装修工程项目管理研究 
VI 
第五节  本项目的解决办法 ..................................................................................... 16 
一、有利于项目各项资源的配置 ...................................................................... 16 
二、有利于加快项目进度 .................................................................................. 17 
三、有利于理清各参建单位之间的关系 .......................................................... 17 
四、有利于降低业主风险 .................................................................................. 17 
五、有利于选择优质分包单位 .......................................................................... 17 
第六节  本章小结 ..................................................................................................... 18 
第三章  项目施工前期管理分析 ................................................................ 19 
第一节  设计阶段的管理 ......................................................................................... 20 
一、设计单位选择及设计任务书确定 .............................................................. 20 
二、设计实施阶段的管理 .................................................................................. 20 
第二节  招标阶段的管理 ......................................................................................... 21 
一、总承包单位的招标 ...................................................................................... 21 
第三节  其他参建单位的选择 ................................................................................. 23 
第四节  施工前各参建单位协调 ............................................................................. 24 
一、总承包单位各专业的协调 .......................................................................... 24 
二、与供货单位的协调 ...................................................................................... 24 
第五节  建立合同签订程序 ..................................................................................... 25 
第六节  项目日常管理 ............................................................................................. 25 
第七节  本章小结 ..................................................................................................... 27 
第四章  项目施工过程管理分析 ................................................................ 28 
第一节  进度控制管理 ............................................................................................. 28 
一、编制项目进度计划 ...................................................................................... 29 
二、执行项目进度计划 ...................................................................................... 32 
三、修正项目进度计划 ...................................................................................... 34 
四、工期滞后的原因分析 .................................................................................. 34 
五、工期修正对策 .............................................................................................. 35 
六、项目的关键路径优化原则及方法 .............................................................. 37 
第二节  质量控制管理 ............................................................................................. 40 
厦
门
大
学
博
硕
士
论
文
摘
要
库
目  录 
VII 
一、质量的管理 .................................................................................................. 41 
二、质量的控制方法 .......................................................................................... 42 
三、质量的控制重点及事故的应对措施 .......................................................... 43 
第三节  成本控制的主要手段 ................................................................................. 44 
一、动漫展厅装修工程成本管理的内容 .......................................................... 44 
二、本项目成本管理的特点 .............................................................................. 45 
三、成本控制管理的主要手段 .......................................................................... 47 
四、管理的成效 .................................................................................................. 47 
第四节  项目风险管理 ............................................................................................. 47 
第五节  本章小结 ..................................................................................................... 49 
第五章  精装修项目管理的建议 ................................................................ 50 
第一节  G 公司项目管理的不足之处 ..................................................................... 50 
一、总承包单位的职责不清 .............................................................................. 50 
二、工期太短将直接影响工程质量 .................................................................. 50 
三、施工图未进行严格会审导致施工阶段出现返工 ...................................... 50 
四、总价合同业主的成本可能更高 .................................................................. 51 
五、邀标工作首轮供应商的选择 ...................................................................... 51 
六、监理的选择直接影响工程质量 .................................................................. 51 
七、业主的权利义务不明确 .............................................................................. 51 
第二节  对未来动漫展厅精装修项目管理的建议 ................................................. 52 
一、设计方案创意阶段尽量让更多人参与 ...................................................... 52 
二、施工图严格进行会审并确定 ...................................................................... 52 
三、执行的标准要事前统一 .............................................................................. 52 
四、选用适合项目的合同签订方式 .................................................................. 52 
五、严格执行公开透明的招标工作 .................................................................. 53 
六、项目经理的选择至关重要，培养复合型人才 .......................................... 53 
七、选择更适合本项目的监理公司 .................................................................. 53 
第三节  本项目研究方法应用 ................................................................................. 54 
第四节  本章小结 ..................................................................................................... 54 
厦
门
大
学
博
硕
士
论
文
摘
要
库
G 公司动漫展厅精装修工程项目管理研究 
VIII 
第六章  结论与展望 .................................................................................... 55 
第一节  主要研究成果 ............................................................................................. 55 
第二节  展望 ............................................................................................................. 56 
参考文献......................................................................................................... 57 
致  谢 ............................................................................................................. 58 
 
 
 
 
 
 
厦
门
大
学
博
硕
士
论
文
摘
要
库
Contents 
IX 
Contents 
Chapter One Introduction .............................................................................. 1 
section 1 Concept of Project Management .............................................................. 1 
section 2 The concept, characteristics and key tasks of construction project        
        management................................................................................................ 1 
section 3 The background and developing course of construction project 
management ................................................................................................ 3 
One, Construction project management of foreign background ........................... 3 
Two, Construction project management of foreign background .......................... 3 
Three, The development course of construction project management ................. 4  
section 4 Concept of refined decoration and background ...................................... 4 
section 5 General contracting model and comparison of refined decoration 
project ........................................................................................................ 5 
One, General contracting management mode of foreign projects ........................ 5 
Two, Common patterns of domestic refined decoration project ........................... 7 
section 6 Background and significance of the selected topic .................................. 8 
One, Background of selected topic ....................................................................... 8 
Two, Significance of topic selection ..................................................................... 8 
section 7 The main research ideas and structure of this paper .............................. 8 
Chapter Two G Company’s animation exhibition hall decoration 
engineering project introduction and description of the difficulties ........ 10 
section 1 Project Overview ...................................................................................... 10 
One, G company profile ...................................................................................... 10 
Two, Project Overview ....................................................................................... 10 
Three, project profile ........................................................................................... 11 
Four, Profile of professional engineering ........................................................... 12 
Five, Characteristics of the project ..................................................................... 12 
Six, Key economic indicators of the project ....................................................... 13 
section 2 Responsibility of the general contracting unit ....................................... 13 
section 3 The organizational structure of the project ........................................... 14 
厦
门
大
学
博
硕
士
论
文
摘
要
库
G 公司动漫展厅精装修工程项目管理研究 
X 
section 4 The key points and problems of the project management .................... 14 
section 5 The solution of this project ...................................................................... 16 
One, Conducive to the allocation of the resources of the project  ..................... 16 
Two, Conducive to speed up the progress of the project  .................................. 17 
Three, Conducive to the relationship between all units  .................................... 17 
Four, Conducive to reducing the risk of the owners ........................................... 17 
Five, Conducive to selecting the quality of sub - package units ......................... 17 
section 6 Summary ................................................................................................... 18 
Chapter Three Analysis of project construction management .................. 19 
section 1 Management of design phase .................................................................. 20 
One,Design unit selection and design task book ................................................ 20 
Two,Management of design and implementation phase ..................................... 20 
section 2 Management of bidding stage ................................................................. 21 
One,Bidding of general contracting units ........................................................... 21 
section 3 Other units selection ................................................................................. 23 
section 4 Before the construction of the construction unit coordination ............ 24 
One,Professional coordination with the general contracting unit ....................... 24 
Two,Coordination with suppliers ........................................................................ 24 
section 5 Establish contract signing procedure ..................................................... 25 
section 6 Daily management of project .................................................................. 25 
section 7 Summary ................................................................................................... 27 
Chapter Four Analysis of project construction process management ...... 28 
section 1 Progress control management ................................................................. 28 
One, Prepare project schedule............................................................................. 29 
Two, Execute project schedule ........................................................................... 32 
Three, Revised project schedule ......................................................................... 34 
Four, Analysis of the reasons for the time delay ................................................. 34 
Five, The countermeasures of the limit for a project  ........................................ 35 
Six, The principle and method of the critical path optimization of the project .. 37 
section 2 Quality control management ................................................................... 40 
One, Quality management .................................................................................. 41 
Two, Quality control method .............................................................................. 42 
Three, Quality control key and accident response .............................................. 43 
厦
门
大
学
博
硕
士
论
文
摘
要
库
  
 
Degree papers are in the “Xiamen University Electronic Theses and 
Dissertations Database”.  
Fulltexts are available in the following ways: 
1. If your library is a CALIS member libraries, please log on 
http://etd.calis.edu.cn/ and submit requests online, or consult the interlibrary 
loan department in your library. 
2. For users of non-CALIS member libraries, please mail to etd@xmu.edu.cn 
for delivery details. 
厦
门
大
学
博
硕
士
论
文
摘
要
库
